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I. SUMMARY

i, The Office of Computer Services, DD/ST, is responsible for

- satisfying those sutomatlic data processing {ADP) requirements that 25X9

are hondled centrally. It has au suthorlzed strength oii:lswff

employees, spends about I:h yeai, mzé hags gboul one~third

of the Agency's ADP resources. -
2. 0OCS consiste of & Director's office, ‘i:hree staffs and four

divisions. The stafls develop #ew computer techniques, conduct ALP

ﬁmining and handle gesersl sdwinistration. Three divisions--Manage- .

ment Support, Intelligence Support, end Scientdfic Applications--assist

in the design of ADP syétem' and develop computer programs. The fourtd,

the Gperationé Division, runs jthe computers and handles production

reguivements. The managers of the Office, staifs and divisions are |

ena;x‘ge‘tic and talented; their work force is highly skilled. ' }
.3. Although computer specialists are in great demand, the |

turnover rete in OCS is nob mousually high. For exsuple, in & recent

six-month period, only four left 1o accept employment elsowhere. Moot

of the Office professionals plan or — to melse & career in the Agency

and baliaw}e that their talents end skills were being used eifectively.

As in other organizations,; however, the young professionals want to

xature. They also express the need for betier commuunlcaticns up and

dovn and question some OCS management practices. ' '.
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4. The developwent of AP experis within the Agency through |
training, é&vancement and rotation is presently the responsibility
of several different componén‘os using computers. An ADP career
serv_ice has been suggested as & meens of providing efficlent cen~
tralized personnel management and meking maxinum use of such "tale;nts. "
While much can be sald in favor of such a service, we do not beiieve
that this is the time for this mbve, la.i'gely becauge ve found it |
. @ifficult to separate technical ADP 'reaponsibilities Trom subgban~
tive respongibilities of the _a‘ya’cems an&lyeté and gome Prograumers. |
. We recommend thebt the Infbrma‘cien Processing Board (1PB) do what it
can to facllitate the career development of ADP people.

" 5. ,Rotatior‘xkqf 0CS computer specialists into substantive
components end the assignment of auhstantiﬁe experts to 0C3 éan
do much to close the commmications gap and as‘suré more efficient
| use of ADP in the fuﬁure.. Some of this has been done and with good
resulta} Improvements in the quality and range of OCS services to
oustoiners can also be brou,ght.about by & number of managerial steps..
Specifically, there is & need for better written standards and pro-
cedures; for improvement in staff work; for better ADP documentation;
a.fxd for a tightening up of supervigory practices and housekeeping
routines. Wnile OCS has done well in keeping up with demands for its
| sawi_ees in & period of rapid ADP growth, it is now time _‘ﬁo iwmprove

" the organization and management of its basic resources . :
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6. The Sclentific Applicotivas Divislon of OCS is engaged in
an drpressive array of progrous and projects in support of o dlverss
14nt of customars (04X, OSh, OEL, PHSAC, OC, OSP, CER, OMS, TED,

cte.). Its vork is setisfactory, but the division needs betier

. records on the aveilabilily of goftvere systems. The division's

bull pen~type work aven makes concentration for its highly gqualified
mathomaticlans andg sclentlist pmctically 'it!xpﬁfﬁsible; & condition
t__%_x_ﬂey feel lowers thelir affic:ieﬁcy to peruaps 35 pereent. ' we
7. The Vansgement Support Division weintains about 50 systens
which produce some 1,000 different kinds of reports for all eonponenia
of the Support Deyvices and other Agency elements. Mest of the poo-
groans for the systons were Mi@w to o on eariier génemﬁw
computers than those OCS uow bas. This reass that these more ade
wanced corputers perfors 1ike an older, legs sdvanced, less efficient
computer while runaling these Prograns {referyed to 38 cmalagion). |
In sddition, some of the systems ave poorly documnted and huve
boan &vme& and patehed dn a plecemeal Tazhioa, thus incrensing
inefficlency and inflexibility.
5. The Massgement Support Division has a large $nvestment in 051

the Bupport Information Processiog Bystew (SIPS) which nov hag |:|

o8 and DS peopls working oa it as & 1P Task Force. The gifurt

to design and dovelop SIP3 began in 196k with fewer people invelved

byt with the basic alus the same. These vers 10 repors support deta




Approved For Release 2006/06/02 : CIA-RDP84-00780R003400080004-5

 gore completely and fanter; Yo reduce redundant reporting, and to
ooy ﬁéﬁé manipuiating bime. What begmn ao nn efiort to design
md Sevelop overly saahigtiw%g& gyatens nae now boen Cub back tal
W sap-systens within w; major systens which are in three speas~~
e, Livancial, sod mabevied resuurced. The effors bus alsoe beon
mdifled to allov sn incremental spprosch in the deslign aud devel-
wpment of the ten systems yather thau introduce them il at once.
After tha cariier yenrs of Zrustraticse wnd 1ittle real success,

+ue Task Force nov &ppears to be progreesing. Nowever, we found o
need Por the estublishment ax‘"» more firw systenm poremeters; & need
to Seternine pmgé*amir:;; methods (bateh or on-lize); and a reed o
ptaaderdize date ﬁlﬁmnﬁs gad codes. ¥Ye alse found o need for the
IS couponents to devise and firm up tholr input procedures, Lo
mw plans for the wiilisstlon of the outputs, sad t0 arrange train-

ing for the ﬁiﬁiiff‘fﬂ tavelved ia the ziw provedures .

g, In the past, the TIPS Program hes lost momeatunm vecavse of

nsulficient technical expertise and iﬁd&«:mm@- copunications with
rassgesent. It sppewms st these problems bave Hean overcone aud
tihat the Tavk Poree now has spacific plsus as ta where it is headlay
and when 4% w41l get theve. Novever, much is still to be Gbm and
contimed support is cesential. To stop the SIP5 effort novw would
iwas the Joss of @ lm'ge investuont. Further delays in &gvemﬁing;
| ta systens vouwld be very cegtly. B
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10. Some of the staff who'have been detailed to %IPS from

\

\

support offices need éounseling. The;r morale 1s low because they
feel that’ they are out of the mainstream of consideration for pro-
- motiona an& reassignment 6§portunities.' A recommendation on this
point 1s included in the report. ' | |

- 11. The Intelligence Support Di#iaian works for tﬁe DI, the
- Dn/s&T, fhe @BP; NIPE, and OQ., Ite main.projects involve the
ptorage and manipulation of large masses of information. The
majority of the division's work is regarde&.as'aatisfactory by the |
users, One goftware program developed by the division is not gattihg
the use 0CS feels it ahouid, however. This iaICAPRI (Centraliéed-
Automatic Processing and Retrieval of'Intelligence). It 18 based
on the premise that‘many reqpireﬁentﬂ in organizing, processing, |
and displaying information are enough alike, even though the gub-
stantive content 1s dissimilar, to allow the multiple use of one
Aﬁ?’programqur a wide number of users. The program is ready but has
few users. OC3 believes that the progfam meets many of the DDI's
basic infcrmatian storage and retrieval requirements. A number of
- DDI merbers, h§Wever, feel that CAPRI has limited practicel use. In
this and in other fields closely related to the work of Central Ref-
erence Service of DDI, there has beeﬁ allack of clarity regarding
008 responsibilities We have recommended that the Deputy Directérv

for Intelligence and the Deputy Director for Science and Technology
,-5,'
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focus thelr attentdon in elaxrifying the yoles and recponsibilities
of CCO and CRS. |

i2. We fousd that thie Intelligence Support Divislon wos osce
podrily managed, wnderempioyed, wod had foadequate atsedards, pro-
cedmes ond documentation. A change in massgement evrrocted the
Flest problemy the new msnazenent 15 Wting the secondi the
third remeizs & problem. |

13. The Operations Divioion yung the computer conter. It is
cpetestly wangged, and & smell technical stedd provides gread
help dn aﬁ;ywéew probles s:slvia,gf Uost of its e@loyees are |
COampUtar Operators; ey puseh apém’mm; and clerks. The division
perforns & great deald of wook rolisbly asd proaysiys

Uy Ia stadying tho opevatious of the compuber center, the
i:mpécﬁara were im;pécms«e& by the cowpleity of decisionemulting in
the field of equipment selection. Clearly, the rate of technological
sdvance tends to outotrip our ebility to make efficient use of tha
corputers we have {i.e.; need for enulation). It alge geess to
furce the yéc@ of decigion-making shout the future structure of our
work in this area. Highe-capscity, highespeed compuiers are évail»-
able, sad 5% would be tempiing from the poini-of-view of cost to
wove dn the direction of Integrated operations and time-shariag
opevetions. At the sass tioe m&zﬂ of the Ageuncy's vork regaires

£1exibility 4nd @ bigh degvee of security. Theve are those who

ﬂréd
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_'believe that fourth»generation amall eomputers agsigned to support
our work in certaln specialize& campartmented fields and "controlled"
by the using compenent are the ansver to the need for flexibility and
ééeurity.‘ But 1t is not at 'a.l'l clegr' vwhen : such compﬁtera will be |
ayailableﬁ ana'what 'they will cost.

5. We sugges’c that the Agency pause and toake stock. There is
= need %o eatch up with the equipmen’c on bhand and & need to select ‘
'oux' future course wi‘ch great care. |

- 16. Thea need for central Agency veview and coordination of AP
wag wet in part by the Executive Director-Comptroller's memorandum of
13 October 1969, which ereated an Information Processing Board (IPAS)
chaired by an appointee of the Executive Mrector-Comp’croller. 'l'his
wag a strong step forvard In meeting thls need but does not eliminate
all problems. The Board does not have fuil-time members. All,
including the Cheirman have other Jjobs., The Board has no real
'authority.“ Ité functions are iargely advisory in nature end essen~
tlally are as follows: | | -

a. To: assiat in thé formulation of policy-planning
guidance~ '
| b. To suggest how to eliminate duplication or achieve
o 00mpatfbility. | \
: Co To assist. in determining the bast use of Agency K

”'”f AP facilitiea.,3:; ,. TR

-7&9
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4+ To advise the Exeoutive Director-Compivollier.

i7. The IPB, Wz,rm no real suthoriiy. Ve belleve this

authority for the coordinsilon of Ageacy ADR miznt betier be placsd
4n the Am;sa&a of & fuld-time Booxrd Clmirman who reports divectly snd
only to the Exoeutive Dingctor-Couptroller asd has the suppert of ¢
$trong professional gtall.

18. The Commmity (ne-Line Intelligene& Syston {COL4S) experivmst
affects the work of OC3 ia soveral ways. The bsgic sygton spnoars o
be fanlty. It ¢les wp ous $C8 computer for thres houwrs B Gy,
Problems with software, ¢lfferent filing end coding eystess, and &
comzon computer language problem have not 'i:wu golved. It is possitle

| that the gyeten does not meed a valld intelligence needs Fiually, 1t
m#am yroblens do one area in which the Agendy 1o airesdy overloaded
with probless, that of ADP security.

39, Certain security problems are iaberent ia ADP. A great
deal of intelligence and support dnformation is in oue ceutral plsecs.
he information is in peckages easily removed or copied. Klectrce
magnotic radiation must be elininated by careful shielding. Spillege
of compavimented inforamiion present is tlme-sharing wwltl-clagsifi-
cativa level .sy&wm is posgible. The mny famste %z*mﬁmaia in fdome-
sharing systeus Lnerdase the possivility of unsuthorized access to

- poumpertmented informatios. The flopd of mwut&r»m*a@c@& ivkellii-

',g:@s;m.% iuforsmation éfmxj Ereate elsssification and éi%minaﬁrm 'ﬁmﬁm‘é
R -8 -
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3, There 1% a need o form o task force of seourity a.\ii ADP
grecinlists large eoough aﬁ& compatent e:lzsor@'ﬁ to Gend with these
problems ead those ndditional, ones that sre cawsed by COLN3, The
security effort sddressed o these provlams ab present is quits
insdequate.

2l. ¥He found thet OC8 is euzzwﬁm*-m’imtad snd respoasive o
customer requirements within the Linits of OUS copabilities. 4
mher of problens ralsed by the users, houever, must be glven cone
"%if@méﬁ &t'mtién‘; These start with & commudestions gep vherels
the custowers caunot unfarstand the jargon used by the ccoputer
specialists; asd tm‘m@utm‘ paople do wof Tully undsesiand the
substantive informstion nesds of the usSers. Soue CUSTUNErs are |
iéfluef.xcea&, perhepe wnduly; by thelr past experlences with ADP and
couputers and tend $o be skeplical about cont aud tive entimaies.
They alzo tend %20 he crlticnl of ADP outpuls where the inputs were
nnde by sone other person or componenti on the other hand, they are
catisfied with cutputs in whieh they made the iapuds. Sose wvoiced
concarn about the lsck of Telisbility of the OUS interactive time-
shoring systen and the enouct of "dowm-tize.” Some Belleve 008 and
ORD should have bebter planning aué closer warking relationghips.
4 x\uxz’%r of customers polated gut the lack of any clear-cdt OU5
Cpesisedly systenm for allocaiidn of ausdyst and progvacser (Soe in

velation to the mubstantive importance of the appliceticn, Moot

-G
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ﬁ%w;m that their oua ADP gysteme or progrivw needed upprading aad
lepeuving o gome wyy. Io *t&m min t?.zesr tended also to be ss criticed
i Laoge m-remwa F"‘DM}-«GG for whica they were yeuponsible as
‘&bz&y werg of gservices 'pawfam«ﬁ&. by OC3. They blemed thexselves and
als0 balieved thet their o macsgement had nob alweye glvew AR tog
gropee degree and level of lnterest &:«1 suppert to eupurs good eyst
desiza avd relioble dapat procedurss. on the positive side, cusbonors
in the Support Directorate reported reusonedly good 008 sewvice for
onegolng prograns, ead we found this %o Yo the overall Agsacy ebtitude
iz tnis area of Offics operailous.

22. 005 and the Office of Trainlug have mads & eomsendable
v@.{‘ fort in providing the right kind of training fov ADP specinlists
fd wm- Only two aress seos to hove been aligbw&wmf:mam&
@:@m,:m oun the a.iacip.dum asgociated with sysicus anw.:usiﬁ 2 Bnd

o training of high-level Agency managers wWho, ﬁ.z the long wun,
wdee meny of the key ADP dociaions for the Agency.

23, Finally, it is our bellef that OCS must establlsh a systen

for cogting ADP servicus and must be @ivea &uﬁvi{‘;%’”“w in splving tha

' wdmm of working spaces
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